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CHAPTER I

INTRODUCTION AND LITERATURE

. NATURE AND SCOFE

The intent of this paper is the presentation of a pro-
posal for a year-round operation and an annual assignment
f;system (YRO/AAS) to the administrative officers of the
iCollege of DuPage, Glen Ellyn, Illinois. It is the purpose
fof this investigation to begin a change program that will

il
'eventually establish a new educatlonal Bystems poliocy and

?college governunce policy that would bring faculty in Omega
College, a unit of the College of DuPage, into full-year
Taculty assignments and an annual assignment system. In
additlion, the proposed purpose of this study is to present
data that will result in recommendations for possible future
actions that will benefit the institution toward performing
1ts chartered functions,
Cognitive Map

This study proposal treats a number of basic educa-
tional-managerial ideas. It was found in the earliest
tertiary investigations that to place faculty on four-
quarter contracts called for an in-depth understanding of a

number of issues that would at first seem somewhat unneces-~

sary when initlating such a proposal. Yet, the long-range




. ramifications of adopting a YRO-AAS for Omega College would

denmand the most comprehensive investigation possible. Hence,

;;thls report has been presented in the following manner.
g This report is divided :*to four short chapters. The
| first of these 1s entitled "u..pter I, Introduction and

| Literature”. Contained within this unit is the thesis idea,

' reference to the history of the proposal. The next major

|

§’seotion of the chapter i1s a review of the literature. The

;freview is comprehensive in the sense that a wide reference
pto & number of studies is made and yet it is selective in
that only certain significant studies are highlighted and
felabornted upon. The review 1s important in the sense that
fit pPlaces the College of DuPage study and its uniqueness in
-perspeotive with American higher education.
% "Chapter IXI, An Administrative Scilence Rationale for an!
:Annual Assignment System and Year-Round Operation® attempts
"to "tap" behavioral science theory that Omega College has
i;applﬁ.ed in 1ts organizational philosophy. This chapter is an!
attempt to give a philosophical/behavioral underpinning to
- the proposed plan,
é "Chapter II1I, Financlal Prospectus*, is the basic
Jvehicle for thls report., It is this chapter that carries

the program in terms of additional costs to the Colicge of

sinformation connoting directicn of the report and also within

!fits section, Nature and Scope, a brief overview ig g8iven with:

I

l

i
i1
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DuPage when the YRO~-AAS is adopted. This chapter will show
that all Omega College desiring annual assignments can
. financially be placed on such a contract given certain per-
. formance objectives, and that this will not cost but benefit
f?the college in short and long range views.

. Chapter IV, the concluding unit, investigates possidle

:;procedures regarding Omega's internal governance. This

'

| chapter brings together the important long-range "mission"
;iof the College of DuPage and the inplementation of that

ﬁpurpose in terms of not losing sight of spescific gocals in
Ethe regular operations.

ﬂA Pirst Glance

; As the investigation evolved issues such as motivation,
fmorale. productivity and organizational development were now
jsubstnntIVe ingredients of the once simple issue of foure

‘quarter contracts. No tcnger was this a proposal for in-

[P gmdenyvgive Aoy

|

e

creased welfare, An evolution occurred: it had to become an;

issue for a new contract between the faculty and its client
population, a promise for a better operational method and,
in exchange for such a service, a maintenance of faculty
salary and buying power (given the new crush of the economy
and resultant increase of personal costs).

When attempting to bring light to the question of
budget and available dollars to finance a year-round faculty
with annual assignments a need became evident to investigate

credit hours generated by small colleges as well as dollars

g

I

1
i



. 8tand whole sets of relatlonships between cost and perfor-

L mance, - ’

" matters of acaderic expense but it became evident that

. would provide for a new performance level inprovement that

"district for its potential ollentel. | i

, occur. If this research was simple to demonstrate to the

L

generated. What followed was an additional need to under- i

Not only was it important to attempt to understana

increased salary meant that incressed work loads must also

citizens of Community College District 501 that by increasing

they would receive in return a full year's work, then the

study 1s a proposal of the obvious. What the research !

1
|
l
{
|
the contractual hours of full-time faculty to a full year i
!
i
|
found that must be demonstrated is that a year-round Taculty ?

i

would dramatically improve the services of the college in the:
New questions were ococurring. The faculty must now i
plan & year's involvement of service to be performed for ;
its client, the student, not only in terms of courses and |
office hours but in terms of the best conceivable total
educational experience. Faculty and administration had
sald this before but now increased time, on a full-time !
contractual basls, would compel the collective faculty to p

deal with the issue of the 1llusive commuter college student .

and student life. 3
?
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A BRIEF HISTORICAL PERSPECTIVE OF i
THE ANNUAL ASSIGNMENT i‘f

At the College of DuPage the faculty had operated, f

L]

f since the institution's inception in 1966, belleving that |

y
;;ﬂll faculty could strive to demonstrate excellence in in-

;éstruction and receive as a rer:vd full employment in terms of
{
i;a four-quarter contract. Therefore, nine month faculty would

:!work toward the accomplishment of this goal. U

Recently 5 out of 6 college cluster deans voted the

!

I

}grecommendatlon of the removal of this poliey. Sinilarly,
I

| they also removed all existing four-quarter contracts. The |

1
| depression and negative climate that resulted were monu- l

gjmental. !
| j

Since that dste the College President, Dr. Rodney Berg.%
H
i

i

[
1
i

; appeared before the faculty welfare council and stated that
| Af a "superlior plan" were proposed he would reinstate the
‘rour-quarter contract. The President also appeared before @
the Board of Trustees of District 501 and announced that
- Omega College was studying this problem and a proposal would -
“result from a task force investigation. i
Carter D. Carroll, Dean of Omega College, in his
earliest proposal to undertake a special project wrote of
some outcomes that he believed would occur from such a
system., Carroll wrote that the annual assignment *would be

» o - constructed over four quarters". He al50 wrote that
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"The totality of annual assignments would provide: a con-

prehensive picture of professional effort; a constancy of
- professional effort; an integrated educational PTogram; &

;stablllzatlon.in-scheduling: an instrument for individual

#and college assessments". In the original draft by Dean i
I
gCarroll it was also reflected that such a system would

I

|

%lceount for "the needs of the students" as well as "the 4
|

%lndlvidual faculty member's goals or objectives*., i
1

! EXPECTATIONS OF THE STUDY

3 The expectations of the study were threefold: 4
‘ 1) that Omega College, & cluster within the College ofﬂ
"DuPage, adopt for 1974 an annusal agglgnment system and a new
‘governance mode of operation;

| 2) that the President accept Omega College's Task b
Force Report with the approval of the cluster faculty and |

{
i
also permit the budgetary funding for the annual assignment |
system and year-round operation; f

explain this proposal to their colleges. ;
A REVIFEW OF THE LITERATURE

This part of the research project is a1 attempt to i
review the pertinent literature regarding year-round
operations (YRO). The objective 1s to gain an increased
understanding of institutions in higher education that have ;

attempted to place their organizations on full-year - .. -
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calendars. By "increased understanding” it is meant that the@

p
"

reader would know from the literature search how exanple g

Iy
~8chools - managed the planning problems of full-time faculty 2
: |
. prograns, what YRO would do to or for the student, and Q

it
4
i
i
|

ﬁwhether there were some unforseen issues in YRO annual

|
|
2assignment systems, ;
¥

|
i A detailed research was conducted of materials

&gathered by the Department of Health,Education and Welfare
ﬁu.s. Offlce of Education ERIC file. A number of references

”are cited in that file that seem pertinent, and two ma joxr '
i |

. 8tudles were consulted that applied to this work. One of

fthose studies itself was an exhaustive review of the litera- ﬁ

¢ ture of materials published and unpublished. Some gsecondary !

i

| :
| references of unpublished materials will be cited here noting
a |

- thelr origins with proper specification.

|
YRO Defined i

When researching the concept of schools following full g
calandars of work with total staffs functioning in those
time frames 1t becomes necessary to define and clarify what

is meant by this type of operation. Sidney Suslow and

Michael J. Riley define such cperations in a report from the ?
- Office of Institutional Research, University of California,
Berkeley. They wrote that Ymore precisely the term 'year~
iround education' has come to signify an academic calandar

approaching elther three terms per year or four quarters per .
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1 Such a calendar definition means that institutions

_ year",

on semester systems would conduct tri-mester schedules and i
. quarter institutions would oonduct schedular programs of i
!‘four equal quarters. Under such a definition it was not ﬂ
;;expllcitly stated, but implicitly wov~1 into the literature ;
j;prevlously consulted by administrator-educators it was i
5;1mp11ed that "full (or nearly so)" use of physical plant
;;and staff/administration would occur with such a definition |

;;of & year-round educational calendar.2

i

b Utilizing the ERIC materials as a secondary source, a
ﬁCalifornia State Staff Report noted that a year-round school

ﬁoperates at least 48 out of 52 weeks. Such early accounts

{

hduring the 1960's progressive California educational systen

|
| !
|

ibecame norm setting values for public state administrators

?and legislators regarding operational definitions for year-
|
‘round education., The quantitative definition of 48 weeks _

£
- Appears again 1in later studies conducted in California and it

‘rapldly takes root in this "standards setting" section of
Suslow's accounting of the California Staff Report of !
November 26, 19613, ‘

181dney Suslow and Michael J. Riley, "Year-Round Opera-~
. tlon at Berkeley, Background and Inplementation®, Office of
Institutlonal Research (California University, Berkeley: ;
Oct. '68), ERIC File #ED 043937, g

2IBID., p. 4.
3IBID.. p. 6. }
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Numbers of Schools Organized in |
Different Calendar Models

Among the schools in higher education a limited number
(based én & S-year old survey) are on true year-round opera-~
' tion. The survey first reported that 1,780 institutions
;fwere on the semester system while only 300 schools recorded
the use of the quarter schedule with the report leaving the {
reader to assume that 4/5 (240) of these institutions have
full-operational fourth quarters. The survey also reported

' that 4/5 of the semester institutions use two 17 week

' semesters and 1/5 of the quarter schools use three 11 week
quarters. Such data 1s listed in a reportorial form based

! on the original development of the information.}

It is noteworthy to call the readert's attention to

. the fact that most schools of higher education are organized ,
"on the semester model. Eumpirically it can be stated that i
" this is the older of the two basic possible models and that "
: it was not until 1894 that William Rainey Harper of the
Unlversity of Chicago was credited with introducing the
quarter plan.2 f
Although many institutions are noted to claim to offer ;

_ full year-round operations, it has been found that these mre .

11p1D., p. 7. R

250hn L. R, Rellher, Survey: Year-~Round Utilization of
College Facllitles: A Summary Report (L0S Angeles: LoS
AngeXes CIty Schools, 1965), p. 12. y
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usually truncated summer Operations.1 The primary and
secondary sources appear to point to YRO as a program of
nearly 48 weeks of operation with high utilization of staff

facilities and plants. !
! |

‘Rationale for YRO: The California Studies :

.Suslow and Riley: Growth Data 1
; The Suslow and Riley report focused on the Berkeley é
ﬁcampus of the California University system. The report :
ﬁwriters approached the problem as a study of a university ;

Eplan that had put the institution on a year-round operation. ;
SIt bagsed 1ts rationale for instituting a YRO on a number of ;
Hlong-range planning factors. !
. The study first recorded data from the U.S. Bureau of
.Census which projected that the age-specific category, i.e.
' college~age population, would increase by nearly 65% between
1960 and 1975. Growth projections were dominant especially
‘with the Californla enrollment projected to be 118,750 by
1975; during the wrilting of the report (1968) the enrollment
projection moved upward to 146,000 by 1975,
Faced with tremendous enrollment demands the university
‘found institutioral policy shaped by three possible solutions,
' The first was to turn away highly qualified students.

Secondly, the state could continue to accomodate these

students by bullding more buildirgs; and lastly, a possible

1
IBID. * po u’o
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solution was to educate more students on exlsting campuses
by using the existing camruses to their maximum capacities.

}

The deoision to go on year-round operations was !

made to accommodate a greater numdber of students f

and make more economical use of university !

facilities. To fmplement year-round operations ’

the quarter system was adopted after much debate, |

At a level of 407 as many students in the summer h
quarter as in the regular year, this development

: adds to the year-round capacity of the university !

? by about 13%--or the equivalent by the year 2000 '

: of a campus the size of Berkeley or UCLA,! f

|

i

;?anrter Vs, Semester Study

University administration believed that if a successful;

K

;;year-round operation was to occur it must present its )
: |
|
‘bellieved that a trimester system was problem-loaded and that .

;?curricula to the student in a quarter-term model. It was

. student-university convenlences would be better served with-
' out any deterioration to classroom scholarship and scholarly
| research through the new quarter calendsr. L
In & 1964 study of public higher education in Callforni%
& number of problems were cited comparing trimester and ;
four-quarter calendars for YRO. The study aceounted for the :
pogsible fatizue of students and faculty in YRO calendars.2
The researchers were concerned that this high paced,

year-round calendar may cause some type of deterioration

lrbid., p. 12.

t

2The California Council of Higher Education, YA Compari-.
son of the Trimester and Four Quarter Calendars for Year- '
Round Operation of Public Higher Education in California"
(Sscramento, 1.96%), pp. 12-14.
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i

- ences in two semester and four quarter calendars.1 Suslow

* found that academic writing and classroom performance 4id

“university.

-an institution to compress a term into too few weeks; and, I
" of higher education not on YRO nay be less effective. The
1964 study also noted that the efficlency of the operation

'was based on adequate enrollment in classes offered during

Use of the Physical Plant

. Staffing and Other Problems

. and services.z

. 2) articulation with secondary schools and other 1nst1tution$

12 - : PR bl ‘. ‘
to programs, although the Berkeley study alsc demonstrated p

concern for this when it attempted to account for differ-

not significantly change within the departments of the

A second problem noted in the 1964 study was staffing,

It reported that the YRO of an institution may result in the ;

understaffing of administrative and other central offices

Other problems believed to possibly occur in year-

round operations were: 1) the length of the term may cause ;

‘
H
4

i
i
ot
§
i
;x

each term.3
The same study noted & number of positive factors in T

[
. placing an institution on full-term calendars. In California

y

1rvaq.

2Op. Cit.

3114,
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. equipped, not in the traditional ways such as chemistry and
imedla laboratories are highly equipped but in futuristic
:’classroom designs such as one proposed at the College of

: DuPage, 1. e, with full telephone-computer terminals,

:’expenslve motion plcture screens, and sound-tight, climate ’

. Flexibility . ’;

higher education the report found that YRO provides education

for the largest possible number of students in a given
physlcal plant., The ramifications of this finding can

become great, especially when classrooms become highly i

controlled classrooms.

Another issue cited in the California report was that
YRO would accord greater flexibility to student options and i
that students would be served with greater flexibility. 1t

appears that a promotional campaign noting inoreased options

in DuPage County to the new and returning adult student

;
|
1
1
i
!
i
i
i
'

could be conducted informing the client of these opportuni-
tiles.

The literature searched also showed an issue that upon :
investigation appears to be unique to the California systen, |
The YRO helped Zelay and reduce the requirenent of the
capital outlay funds "while income to fund auxlliary
enterprises (e. g., cafeterias, dormatories) is [wasg]

1

increased"”. Although the College of DuPage is without

lxbid.' ppo 12”1“.
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~dormatories it does house some auxiliary enterprises that

may provide a similar budgetary function. |

- A State.Legzislature and !
. Facllity Uti1lization !

The C.C.H.E. report relayed the concern on the part of |

» the legislature for the expanding enrcllments in California
" education. Because of such pressure the development of any
ffeducational policy to remedy such an issue would be welcomed.

- Not only was there expansion in the growing community college

- system but also across the educational gpectrum.

The year-round operation of public schools, |
colleges and universities has won strong support |
particularly from governing boards, legislators j
and the public on the principle of better use of
physical plants. The full benefit of this ean
be achieved only by the fullest possible, reason-
able use of facilities.l

In what has been referred to as the 1968 Touche report!

i

(a state study) a recommendation was forwarded to the :
I

California colleges and universities. The report specified .
that in order yo improve utilization of facilities and reduce”
the need for new campuses schools should study converting to ”
the quarter system academic calendar and year-round orera-
tions.? !
Finding Limitations ‘

It was reported in one study that increased plant

1Ib.ld.

Z2Touche et al, EVALUATION OF YEAR=ROUND OPERATION AT .
THE UNIVERSITY OF CALIFORNIA AND THE CALIFORNIA STATE

QLLEEES, (SagrapentaEayorgingting Council for Higher



' summer .enrollment of hO%.l

- Reglonal Education Board, writes that as of that date few ;

f depend on . ., , "The subjective judgement of . . . adminis- l

f trators“.2 It seems that hard data is absent to nake Judge-

3.schools "have adjusted their calendars" and from such sources

15
utilization was calculated to have a medisn gain by students

of 4.53%. This figure was arrived at with a caloculated

i
'

In 1963 W. Hugh Stickler, researching for Southern

i

;s
fﬂ
there 1s litcle in the way of sccurate statistical data that |

can be shared, Q
i

It 1s not feasible to give 'before and after' %
comparative costs for these institutions (nine !
4 quarter schools) either separately or as a 1
group. Nelther is it possible to make meaningful
financial comparison between this group and other
ingtitutions operating on traditional calendars ., .} i

The writer further implies that the financial implications

o

t

ments that might be arplicable to other institutions. Such
calendar and operational decisions then fall into areas |
of whether or not such programing 1s in itself a desirable |
goal. It is at this point that administrative professional
expertise 1is called for to decide if this is sound educa-

tional policy beyond simple cost issues,

1y, Hugh Stickler and Milton W, Carothers, The Year
Calendar in Operation (Atlanta: Southern Regional Fducation

Board, 1963), P, Vi, This work was reported in the ERIC File
Report #ED OL4108 and is also found in the Sheehan and
Bradley study, Planning for Higher Education (1974).

2Ibid.
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Some attempts have been made in more recent studies to
exanine the costs of such brograms S0 asg to better nmake a

decision toward implementing the year-round operations.

. In one attempt to understand possible gains in enrollment

. at California Community Colleges it was found that the

. Percent gain in student enrollment hagd dramatically varied

; from school to school., The range of calculated gain using

YRO was .4% to 26% for specifin schools with the other

' 8tate community colleges falling somewhere in between those

. polar opposites.

1

The same study also computed the statewide gain to be

'6.?%.2 The figure was based on the computed percentage of

'gain or loss in the enrollment capacity of students if a

community college administration and faculty decided to

:move to a YRO operation. The figure was also based on the

1assumptlon that the same enrollment ratio between the summer

and fall terms was maintalned. The writer's summation to
this mathematical model was that "it was at best conjectural

how close actual utilization could come to the theoretical

'utilization".j

1Weston e Alt, "2 Study of the Validity of Assumptions
Related to Year~Round Operation and Extended Hours of
Ingtruction in California Community Colleges," (Oct., 1970),
P. 75. (This 1s an unpublished manuseript, )

2181D., p. 78.
3187D., p. 89.
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The literature for the sake of analysis also suggested
& number of methods in which YRO night succeed, Most

- applied-to systems that coercised students to enroll with

forced summer operations; these mainly applied to secondary

school systems, But spinning off from such models cane l
I |
: plans to limit enrollment seat numbers in specific heavy

!

' quarters foreing students to wait out the temn and begin

gtheir education at a later term. "Several assunptions upon

. which computationally successful year~round operations are

‘ﬁbased would negate some of the value of the total community
i;college program, are contrary to the open-door policy of '
. admissions, and ignore student characteristics.l |
i' The California studies cited may give the reader some ‘
;:insight into the problem but researchers themselves weave %
f.throughout their writing caution about its usefulness in

1

;iother institutions conducting similar investigations. i
‘Weston Alt writes that "there is great diffioculty in applying
mathematical models to real-life situatious".2 He also
writes about the available literature that "much of the

- Yiterature representz merely opinion of advocates and
reagsoned argument".3 It appears, according to Weston Alt,
that "there is insufficient research upon which to base a

Judgment".u

;xaxn.. p. b2,
IEID.

31R1D.

41BID.
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In what now appears to be the most updated review of
YRO literaturs writers Bernard S. Sheehan and A. Paul
. Bradley -state: "Despite the credentials of many of the E
f‘authors and the extent of much of the research, writings i
;on the subject of year-round operation are more prolific |
- than profound."1 Sheehan and Bradley continue to note }
”11m1tatzons- "The greatest value of this review of the |
hliterature 18 1n the conclusion that the benefits to be h
derived from YRO depend very much on the circumstances h
ﬁunder which 1t 1is adOpted."z r
h Although exhaustive review of the literature is in i
11tse1f an unending task some attempt has been made to consult‘
-pertinent literature regarding this subject. It is beyond
. the socops of this practicun in time and funds available to
{annotate all of these studies; few seem to be directly I
lrelated Te the Omega College project, yet on the following
;puge the reader will find & composite of studies in this
_general subject area, The composite is a result of a most

recently published study of the Educational Facilities
Laboratories, that has been anxiously awaited by YRO

Plannlng for Higher Fducation, ed. Lawrence F. Kramer .

{New York: Soclety for Collexe and University Planning, ;

2duc7tlonal Facllitlies Laboratories, Feb, 74), Vol, 3,
1:5/5

2 pad. |
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researchers and the Omega Study Committee. The "Year-Round
Operation Literature: A Composite" has been included so that

. the reader will have quick and total access to information

" in this subject area.1
i}

|
' Using the Table ;

I
! An immediate ldentification of sub-topics can be

|
o

; Mg8egsed through an inspection of this table. For example, !

|
|
;;when readlng the table 1t notes that only four studles focus g
:

!
:on "theory", See the top heading entitled "Focus"; then |

- read downward under the sub-heading "Theory". You will find ?

|
- erosses (+) next to reference numbers 1, 11, 14 and 20, |

Ibid,



Table 2
YEAR-RPOUMD QPERATION LITERATURE: A COMPOSIHIE

Najor [ Focus Calendars [ YRO Effects
Issues Reviewed Discussed
5 < c &
- & '3 & 8
- " [ -~
R E: v 58 2 2
- -~ = o
2yl Erol fsay | EEppE
28| o8| EELEE]| §ESES
3 U & = £ 3 3 & s ea 88
No. Reference & & & e e fRas € ol X S Comments
SAMADIAN: _GEMERAL
b Mebd (C#ED) ¢ 0 . ¢ o e o 0 €arly study of trimester
2 Jackson {CAuT) T J L R Lxpresses conterns over YRO
3 61t (Quf) LR . LR A L t o+ @ Proceedings of meeting
4§ Mcintyre 1 . LN Y S Spl1it trimester
$ MNanson L ¢ L A LN I B A Calis for cost benafit study
& Nright Comission LI + LN BN A LA N S B Corprehensive work, fncludes
complete models and trials
CARADTAN: SPECIFIC
INSTITUTION
T Nilson éﬂan!toba) ® ) + . Corpulsory Vi-month year
8 Strangd (SFy) ¢ @ + ¢ ¢ 4 e tack of contingity
8 Ayers {victorfa) . ¢ ¢+ Helf-year courses, two sumenp
sessfons
10 Gorden (McGilY) + ‘ A * + YSETSE (2 semesters, 2 summer
sessfons
$1 Hoogstraten (Mgnttods) ¢ ¢ ¢ ¢ ¢ Against YRO, cost model
12 Mehra (Alderts) ¢ 4+ ¢ + 0 Five reports on YRO
13 Buck {Aiberta) ¢ . Half-year courses, aliow
January entry
4. S.: OGINERAL
14 faston J . + ¢ 00 ¢ Balanced enolment YRO most
efficient
15 Nelson Assocfates . * LI 4 L Balarced trimester
16 Stickler & Carothers ¢ ¢ LR LI LA S I Trimester
17 Tickton . 3 s Surwmerizes 40 YRO calendars
18 Schoenfeld 8 Schaitz L e ¢ ¢ ¢ ¢ ¢+ ¢ A drosd susmary of YRO
19 College & Unfversity
Business 4 . U ¢ ¢ 0 Froceedings of YRY meeting
20 OIR Plattsbyrgh ¢ @ v . ¢ LN I Short, solid study
21 Schoenfele 8 Ziliman LI 1 LR ¢ + ¢ . . Expanded supwar sessicn,
not full YRO
22 fHtntire ¢ ¢ . ¢ o * + Review of comnittee repor:
23 American School 8 Uniy, . L ¢+ Against YRO
28 Dicvens 8 Ballentyne LR * + e ¢ ¢+ Acceleration vs, quality
U. §.: SPICIrIC
INSTLTUTIEN
25 Pressey (Chio State) . + * Flexible calondar 2ilowing
2icolerstion
20 Mungete & McCrath L . ¢ Trizgster
27 Gnodwin (Lommacticut) LI * . LI Pecorronds second summer session
28 Nayward (Leloft) ¢ . . LI | ¢ Z 23-week, 1 d-woek terms
£3 Noraran (Pittsburgh) . . . S.wesrizes ford report
33 Ferd (Pittsdurgh) ¢ e + ¢ + L BRI A Cverall 10-year study: YRG &
s131) pert
31 langy (Pitisturgh) . ¢ . . ¢ fatulty, students favor trimester
32 Yelis & Dearirg (Sulv) . + . ¢ Finds Nelson plen expansive
33 Susluow & Riley (Berketey) + ¢ LN IR B ) ¢ ¢ ¢ b Picks quarter as best
3¢ Nrewigan fducation
Jourmal {Ka!amazen) . . LI ¢ . Reviews Walaneroo Plan success
3% Mopiins {Berkgley) + ¢ . 1 . . Fetinates graduation {ncroase
of 5% under quarter system
36 Smath [Berkeley) + ¢ + . Space wtiliration study
37 ney {Micmigan} t e ¢ + ¢ ¢ Retsin <plit trivester
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Two final conclusions to this section need to be made
to this literature search. Weston Alt writes that "because
of the uniqueness of its prozram and its students, conclue
sions derived from studles at the university or college levei
are not necessarily applicable to the community college".1 :
~ Alt further notes far into his investigation that YRO may no%
~ really “solve the long term needs for additional capacity"2 %

!

i and the California rationale for this type of operation is }
{1

f only a short-term solution to unforseen forces of local and i
: state school growth. Needlesstosay, the California enroll- q
ment plcture 1s not typical for other parts of the United i
States. ﬁ

1

2Ib1d., p. 105,

Ibid.



- managers and their students are confronted with & host of

 from another source that strongly recommends the use of
'PERT (a governmental critical path system) to improve
" decision-making and/or other computer~programatic styles of

‘decislon making to help the organization, Yet there still

. improve their institutions or organizations. In one instance
- the authors of the literature will present to such students

: that participatorv management and inclusion in the deoision-

CHAPTER IIX

AN ADMINISTRATIVE SCIENCES RATIONALE FOR ,
AN ANNUAL ASSICNMENT SYSTEM :
"AND A YEAR-RCUND OPERATION ‘

Educators and students of the administrative sclences,

informational sources that suggest ways in which they can

nmaking process will improve the organizational work climate

and its production. And still the same reader willl read ‘
-l

|

[}
i

{

i
i
.

|
}
|
18 another school of thought that will demonstrate that z
!

i
i
|
human behavior 1is best changed when the "carrot" 1s used, f
money vteing the strongest of motivators or more simply an
excellent incentive; a short time later a classic study in &
socclology will appear refuting this and showing that money &

|

1
is not &t all a motivator. "With regard to the structure i
§

1Paul R, Lawrence and Jay W. Lorsch, Developing Organi-
zatlong: Diagnosis and Action (Reading, Mass.: Addison- !

Wesley Publishing Company, 1969), p. 1.
|

22



' consultants to delegate authority and responsibility ’
. equally-and to keep the chain of command clear, while other |

' authorities suggest that organization structures should have

" examination of unique organizational approaches. It has been

'~ behavioral sclences. It has also been found more speci-
. flcally that for Omega College to increase its operational
- efficlency it would have to find a plan in which this could

- be accomplished pragmatically without decreasing the effi- i

. more of a 'free form' or 'organic'! characteristic."

- found necessary to acknowledge organizational problems at

23

of the organization, they are advised by some authors and

1

Froposing a year-round operation and annual assignment‘

system for faculty in Omega College has necessitated an

|
the College of DuPage as well as corrective measures derived |

from that body of knowledge known as the administrative/

:
i

" elency of the other College of DuPage cluster colleges so as '

to avold working at internal cross purposes, i

It is the goal of the final proposal to the Prsident

" and the Board of Trustees not to simple 1ncrea§e ¢lassroom ;

| hours taught and thus have had faculty pald for such work.

It is the goal of this report to increase the quality of

+ The plan to accomplish this end (increased quality service)

service of the faculty to the stuient and the institution.

11psg.
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18 to bring more fully the faculty member into long-range

- Planning of his time and to block out his time to accomplish

. finds source in the writings of Lawrence and Lorsch. These

' two authors "start with the needs of men and why they seek t

goals planned over and for a full-year peribd. To accom-
pPlish this end calls for a new systematic designing of
scheduling (not simply long~-range scheduling) and new design
for human management. Thus, the reason for the examination
of an applied behavioral scilence/managerial approach in this

gsection of the paper. Simply to say "let's just do 1t" will

not work. A model based on a design for planned change 1is

what follows.

Organization Defined

understand the use of the term organization. Its definition

Before this work proceeds At might be of value to

to bulld organizations".1 They have discovered that men
build organizations to cope, on a most general level, with
thelr environment. They build new organizations to find
"better solutions to the environmental problems" before
them.2 L
At the College of DuPage people had moved from depart-

mental organizations to cluster colleges to find better ways

lIbidoQ p- 20 il

zlbid.
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to deal with the academic/organizational environment. The
institution's growth rate made an intimate face~-to-face
cperation extremely hard to maintain and hence the smalier

"eclusters". 1

;l

In a short-hand style of the language men tend to think;

!
" organizations are with putpose. Lawrence and Lorsch try i

t
t

i;to emphasize that this is a way of speaking and not a very

fiaccurate one because organizations are without purpose--only
‘ 1

. men have purpose.

As the cluster colleges at the College of DuPage have

' become larger and now more complex it i1g hard to 1llustrate !

:the unique "purposes" of each cluster organization in a ;
. brief statement. However, this uniqueness is very natural. Y
 The clusters are made up of a selective array of individusals
making inputs Ainto tr gdifferent colleges, esach varied,

2
each with complex purposes. Yet there still remains the

essential task in any organization of shaping and clarifying
the central goal or goals that guide the organization's
transactions with its environment."3 The central task for
the Colleze of DuPage and Omega College is service to its

students and there educare to help them "to know".

1
2

Ibidn ’ ppo 2-3' :
Ibid. |
3Ibid.
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From these ldeas shared by colleagues "organization®
. takes on a refined meaning. "An organization is the co- &

" ordination of qifferent activitiez of individual contributors]
|
r
¢ Battelle Strategy and %
EIOrganizationai Development i

i
A famed leader 1in organizational theory and university |

; to carry out planned transactions with the environment,nl

i
!}President. Warren Bennis, makes these additions to this ﬁ
fi

?gunderstandlng of the Omega unit in organizational terms.
i y
{

Bennls notes generally that every age of man develops an

.
| organizational form appropriate to that age (in this case it i

ilwould be the unique educational structure of the community ﬁ

ifcollege ag part of the organizational form, higher educatlon)h
. '

E"and that certaln unparalleled changes are taking place whlch?

) 2
;make it necessary to revitalize and rebuild our organizations?

! i
. He continues this logic with two following propositions: P

' "The second is that the only viable way to change organiz-

1

“tlons is to change their ‘'culture', that s, to change the
systems within which reople work and live . . . Thirdly, a

fnew social awareness 1s required by people in organizations

along with its spiritual ancestor, self awareness".3

11p14.

2Warren Bennls, Organization Davelopment: Its Nature, i
. Origings and Prospects ZAddison-Wesley Publishing Co., London,
11969), p. V.
| J1b1a, ﬁ
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The year-round assignment is not an attenpt to Jjust ;

- add on hours but a proposal to try a new educational model, .
% to change the system in which people work and live. To %

accomplish this change a redefinition of the academnic work é

culture and a view of scheduling in unique ways are needed.

Time would not be measured in 8 A.M. to 3 P.M. periocds ’

offered five days a week. One term assignments for a faculty

member may call for a few class hours while that tern's

work may take on the foous of complex planning and writing

for future student dbenefit.

This proposition is based on a complex model of

% organizational development (OD). OD is an "educational i

 strategy intended to change the bellefs, attitudes, values, |
: !

fiand structure of organizalions so that they can better adapt
. to new technologles, markets, and challenges, and the
I‘dizzying'rate of change 1tse1f".1 In the work, "A Strategy
; for Equcational Redesign" from the Battelle Center a model

18 introduced that brings together "sclence based nanagement
- anG human 1nvolvement".2 moving toward educational redesign.;

Cnega College will necessitate an educational redesign

- of faculty schedules, The departure will be in terms of

- loads eventually distributed throughout all four azademie

Y14, p. 2.

: ZBattelle Center, "A Strategy for Educational Redesign" ‘
(Columbug, Ohlo: an unpublished manuseript, 1974), p. 3.

This is one specific model (Center for Improved Education).
Other possible models exist that could be substituted.
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quarters. To accomplish this objective 80 as to increase ,

time for educational/organizational purposes (teaching, ;

'guidance. student life, developing new and writing up-

13
{
i
g

i

|
dated classroom materials, committee operations that are ;
!!

productive, new writing in the fleld, reeducation, reading of;
new materials, conferences in the profession, organizational‘%
maintenance in the cluster) and the establishment of in-

dividual annual contractual objectives to create a goal or

target for esch faculty member and the Omega organization,

1t will be necessary to follow a speclally designed OD

model (i.e. the Battelle model) for the college. i
The College Work Climate ' H

Saul W. Gellerman, the author of a text that won the |
McKinsey Foundation Aware for Excellence in Management

Literature, began in his chapter on "The Impact of Managementf

;
Phllosophy: Douglas McGregor" by stating an axiom that may !

{i
have direct application to an issue that affects the College

of DuPage. "It 1s becoming increasingly apparent that many

. managerial actions which are not intended to affect moti-

vation at all but rather to simplify management or to improve

controls have a definite motivational impact, and it is

. ugually a negative impact at that."1 The McGregor philosophy

: inte preted by Gellerman has direct application to the action

1saul W. Gellerman, Motivation and Productivity (New f
York: American lanagement Assn., inc., 1963), p. 83. g
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of the Councll of Colleges recommendation to the President
to phase out the long standing college statement of moving
at a regular rate the entire faculty into year-round
assignments.1 As Gellerman pointed out that the managerial
action was an attempt to simplify managenent and to improve
organlzation control, its impact has nonetheless been a
negative one in organizational motivatlon.z The working |
climate of an organization is difficult to document along 5?
criteria following the rigors of the sclentific comnunity.
The costs of conducting such research prohlibits such docu-~ .
mentation here and puts it beyond the scope of this study,
although such supportative evidence would be desirable.

Yet, an assumption 1s being made (and maybe danger-
ously s80) that the working climate of this institution for
the teaching faculty in the past was an excellent one and
this has decreased with the loss of such philosophical and
welfare benefits as year~round tenured contracts. The loss
of four quarter contracts for 80 faculty (the number
affected) was a loss for all the faculty at the College of |
DuPage striving for such a goal. The loss, though, was not

a sudden one for the whole faculty but a gradual and subtle

lThis same action helped precipitate this Cmega College
study.

Such support of this can be seen in the YWelfare
Council resolutions of condemnation, the faculty vote of
non-support, the origination of the AFT chapter, and a
strong faculty response in a lst of a kind working session
wlth the Board of Trustees.
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one of not creating an equitable policy of placing more
people on suech contracts., Therefore, it 1is empirically
being cohserved that removal of year-round contracts was
not the underlying cause but the overt codification of a
growing negative climate of a reward policy that did not
have full faculty understanding or acceptance since move-
ment to such a status was never clarified. :

It was not one managerial action but many "managerial
actions" that reduced school organizational morale and f
; motivation., It was not the final act of contract removal ;
; that caused the problem but actions that led up to the final 1

act that amplified the issue.

According to Gellerman, MoGregor philosophy notes

~that: "In effect, a good deal of modern management practice
- actually has a demotivating effect in the sense of causing

employees to behave in ways that thwart the organizatlon".1

Instead of making all faculty feel satisfied that everyone

is now equally holding 3/4 contracts such policy practices

can also result in the opposite response-«that this 1s a
.loss of potential benefit for the majority and actual

benefit for a large minority of faculty members. That

extra creative response among academically frez educators

1Gellerman. p. 83.
2Ibid.
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1s not being drawn out from the faculty person when that
individual may feel his summer salary 1s now a demotion in
some cages and ln other cases the potential of earning a
full-year tenured assignment is no longer possible as a
promotion for teaching scholarship but an annual reward

_ based on a dean's judgement or friendshlip.

The picture is not all black by any means.

A good deal of orthodox management procedure
has a positive impact on the individual's desire
to handle his job properly. Sound salary and
tenefit programs, sensitive and appropriate
supervigory methods, two-way communication
systems and procedures for recognition and
promotion are all examples of traditional wWays
of motivating employees which can be quite
effective. But, as the Pittsburgh and Harvard
researchers have shown, the traditional moti-
vators are necessary but not sufficient in them-
selves to produce positive motivation, They
remove irritunts, make jobs toleradle, and pro~
vide an occasional temporary glow; or to put

it another way they protect thf individual fron
the dangers of demoralization.

It 1s Gellerman and McGregor's bellef that although the
preceeding motivators are necessary they do not "spark

the kind of all-out concentrated effort of which most
yeople are capable".2 Something else must be added to
these traditional motivators and it is that objective that
thls report must focus on if it 1s to accomplish ("in the
long haul") any positive change program within the insti-

tutlion. Although 1t may for some be uncomfortable it is

ilbid.
2Ib1d.. p. 1.
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also imperative that the readers of thls regearch report
not lose gight of those already mentioned factors that
contribute to the need for the proposal eddressed by the

research found in this report.



CHAPTER IIX

FINANCIAL PROSPECTUS i

The financlal aspects of the year-round operation plan :
~are critical to its implementation. This section deals with ﬁ
fjthe economic feasibility of placing the Omega faculty on an- |

X}

r nual assignment contracts. The following pages delete sonme i
|
)

statistics which were used in figuring but which are unneees-f

| 8&ry for the final results to be understood and evaluated., |

I GOALS OF THE FINANCIAL PLAN 2
b The flnancial plan must cover all Omega administrative }

| salaries, cover all Omega professionsl salaries, cover all g

!lOmega teaching salaries, generate revenue in excess of these

, c08ts as well as provide additional revenue for the College

i
?:
i of DuPage, be feasible now, but have built~in methods for ﬁ
s

l
- future growth and costs, and be superior to the existing !
]
|

y four-quarter and or 12-month contract. It is not & goal of |
i
+ the financial plan to provide a formula for the procurenent

.\
of a windfall in new monies for the institution, although if
~possible such a design would have been provided.

Chapter's Direction

: The following pages provide Omega's financial plan for
. the annual assignment beginniné from the gtatistice of last
‘,year and including Omega's proposal for next year. Listed

" are the study committee procedures used to determine the 4~ |

nancial requirements for implementation of the plan, ways and
33
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means of generating the necessary revenue, a comparison of

Omega's performance in the summer 1973 session as opposed to
the guaranteed summer '74 performance and, finally, a listing

of short and long term benefits to the college as & whole.

| COMMITTEE PROCEDURES

The financial plan for the annual assignment includes
;;the following procedural steps and formulas, First, a

| determination must be made of the number of students who
;fuse Omega course offerings in sectlons other than daytime
;;Fall. Winter, and Spring. This determination was made by

.
1

i using last year's Omega enrollments which were 4,678 credit

. hours in Summer and 10,787 credit hours at night (all credit !

" hours were taken on campns ). !

Secondly, a survey .f the Omega faculty to determine

. Who wishes an annual assignment or fraction thereof rather
than a normal three~-quarter assignment was made.1 Then the
teaching assignments for the year must be matched with the
student enrollments, Next, a calculation, through faculty

" preference for annual rather than three-quarter assignment, %

. of additlional salary expenses and additional cluster adminis- 

tration and professional salaries was made. Finally, an addk-

. tlonal 20% was added to salaries for the fourth quarter, This

j

flgure was necessary in order to maintailn or slightly exceed
,.

last summer's figure for the differsnce between revenue nade f
|
{

1The sSurvey was preliminary, with 34 positive responses,
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anc total salary cost.

Below 1s the formula used to determine the necessary

revenue for the fourth quarter of the annual assignment:

: FORMULA 1
| R=S, + Sp + 8y + .2(8, + 8, + Sg)

| R = revenue needed

i Sq = adminigtration salaries
;; sp s professional salaries

’ 8y = teaching salaries

‘In essence, the cost to the total College for Omega's fourth
i

| quarter annual assignment sy tem is found by edding the

I

-admlnist*ation 8 salaries, the professioral salaries and

" the teaching salaries together and then adding an additional

'20 percent of each of these salaries to the total.

This necessary revenue generation must then be divided

i
by student tultion plus state reimdburgement per credit hour

f

|

to determine minimum credit hour generation needed. ]
| FORMULA 2 !
R |

(T + 8p) ﬂ

C=

R = revenue

C = eredit hours

T = gtudent tuition per credit hour

sr = gtate reimbursement per credit hour

Finally, state reimbursemert per eredit hour plus
tultion should equal $22,
FORMULA 3
Sr + T = 322
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Since tultion and state reimbursement per gquarter hour

varies, depending upon course offerings, from $21 to $26, "
' the rate chosen was an average of $22 in comparing this yearfz
~with la;t.
( Thus, the fourth quarter of the annual agsignmernt is

;zbased not on number of sections taught but rather, and more

férealistically. on _the number of students taught and the
ffrevenne generated thereby. What follows are suggested ways

. and means of generating the necessary revenue of Omega's

’?19?2-19/3 actual four-quarter performance compared to pro-

E}Jected performance should the annual assignment be put into

?gefrect.

!

. REVENUE GENERATION: WAYS AND MEANS !

Carrently, few Omega faculty work in areas which i
‘provlde the needed enrollment in summer for the full year
assignment. For the majority who cannot provide the neces~

sary oredit hour generation through summer enrollments alone.y
;
additional ways and means of meeilng their performance

standard are here recommended.

Seminars and workshops beyond normal teaching loads may?

be offered. Independent study and readings courses, numberedh
’199 and 299}may be increased., Extra sections during quarters?
other than summer quarter (overloads) might be increased ﬁ
.where enrolliments Jjustify. (Summer quarter overloads, when :

10011ege of DuPage Catalog, 1973-74, p. 40, ?
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posaible, would be dysfunctional to the total college since
they would draw student:r from the other clugster coileges.
' See Graph A)
For ocoupational areas, increase class sizes during
i Fall, Winter and Spring quarte- '. (This option does not

l

" apply for those teaching in transter or general studies
égareas. The student who finds an economics class closed
iiwlll more often than not simply substitute another course
!ifrom transfer or ge: . ral studies areas in order to accrue
pth& necessary number of hours for progress toward his

' degree; the student who finds a graphic arts course closed,
.however, will not normally substitute economics or history
Ifor the desired occupational course.)

| Course sections at night presently taught by Omega's
. On-campus part-time staff would be now tsught by full-time
- faculty employees as part of thely total assignment. (Since
'a& 5-hour course taught by a part-time staff costs approxi-
mately $750 versus about $1400 for a full-time faculty

'member at the summer pay rate, Onmega College wlll generate

30 extra credit hours for each 5 hour part-time course

i

taught to cover the additional salary cost: 30 credit hours -

‘times $22 = $660, This method will maintain the present
difference between revenue minus salary costs which exists
for current part-tine offerings. Graph A shows how such a

distribution might take place.)
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Cost Studies: Omega's Actual 72-73 Performance Compared
to Ferformance Progose& for Annual Ass gnmen

. for Omega's actual 72-73 salaries and performance in terms of

1
i
B
i

Following are figures and graphs (Table I, Graph B,)

oredit hour revenue generated.




TABLE I
Appropriate for Omega Full-Time Professional Teaching Staff, does not

include overloads. (1972-3 Data)

Fall Winter Spring Summer
Credit hours
lgene:aced 11,166 10,178 9,975 by322
Revenuel $265,650 | $223,920 $219,450 $95,085
Salaries2
adrinistration{$ 18,060 $ 18,060 $ 18,060 $13,555%
professional 10,070 10,070 10,070 7,555%
teaching
4-quarter 23,975 27,975 27,975 20,080*
3~quarter 141,825 141,825 141,825 32,170%
TOTAL $197,930 $197,930 $190,930 $74,260
Revernue minus
salaries $ 467,720 $ 25,990 $ 21,520 $
Ratio of FTE~
student to
FTE teaching 21.2 19,3 18,7 14,2
faculty
Ratio of FTE .
students to all 19.0 17.3 16.8 11.9
professional
staff

1Determined by use of Formula 3 pg. 3.

2A11 salary fipures except {or those with asteriok (surmer 73) are based
on budgeted 1972-73 Omega wolarics.

*Actual expenditures at 1 pay for summer quarter in 1973,

See following page for graph representing figures in Table I. (Grapk B)

39




GRAPH A

EL=ZL67 T6nLO¢r

aET? DM e I
AIUNGISULCIOTY |

FLS PE NO QICHD ITLIGNG Y2t NI TLAINET

ns s M

C2E 7>

)

et
ey

Wt

ALINOLY &5 o

:.... : — N \

WOXL ALINOYy z44 OO3wo Ag ozt yazNnzs

SINOH L12322D TONOoILIGCY =0 NOILNZ 1L SIC7

SAINCH L1gzD

40




GRAPH B

— 05/

SN 7EHS

SIROTLS SAVI FANIATY |

OH L8320 Izg 22 ) FNNFAIFY

LOI-2LL1 ALINDED FLd o300 g
QRULAINTD INNITNIFY 2004 LIGZYD TEnLOer

L




L2

COST STUDY: SUMMER 1973 PFRFORMANCE
COMPARED TO PROJECTED PERFORMANCE
FOR SUMMER 1974
UNDER ANNUAL ASSIGNMENT PLAN

From Table I and Graph B the most vital statistics on %
|
|

Omega's performance during the summer 73 session are:

: (faculty and administrators)
Revenue minus total 1972-73 summer salaries $20,825

!
!
FTE students per teaching faculty 14,2 f
FTE students per professional staff 11.9 }

i
|
t

Table Ix |
¥
I (FTE Full-Time Equivalency)

|
1
i
Regarding Table Ix the excerpted data refers to the |
|

!
. Summer sessicn last year, 1973, Each faculty member tesching'

{1
in the classroom had a teacher to student ratio of 1 teacher -

to 14.2 students. 1If the reader wanted to express this ratio:
in terms of total Omega professional personnel (classroon ﬁ
professors plus Cmega administrators) last year's ratio
would be 11.9 students per professional staff nember., The
same sub-table Ix also highlights the data that after all
Omega professional staff (faculty and administrators) are
paid, Omega still has a reraining summer revenue of 820,825,
Under the annual assignment plan, the improvement in
productivity could be as follows by raising the number of

students per teacher and the number of students per pro-~

fessional staff:
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TABLE Iy
Summer 1974
FLE students per teaching faculty 16.7 1
FTE students per professional staff 14,7 1

| Revenue minus total 1973-74 summer salaries $27,400 '
t i

i Table Iy illustrates that Af the clasgroom ratio, !

;expre ssed as students to teaching faculty would be raised
fby 2.5 students over the 1973 figure the annual assignment
,I

?plan would pay for itself. However, such an inorease would |

' be to the detriment of the other cluster colleges in the
I f
' College of DuPage because it would move the limited pool of |

5summer students from the other clusters to Omega. In an ;

;effort to avoid such a dysfunctional activity by one college.?
10mega. and in an effort to plan a program that works tosward !
~the greater good of the College of DuPage, this became an
'unacceptable alternative. Graph A illustrates that this
problem can be answered if the teaching load is redistridbuted
during the higher demand quarters of Omega College's enroll-
ment, namely 200 hours in Fall, 750 hours in Winter, and

250 hours in Spring quarter. This distribution is an
estimated distribution and may vary based on possible

enrollment fluctuations from term to term and in year from

year.,

1based on 34 FTE faculty participating in the annual
assignment plan (as per Omega survey during Fall quarter,'?73,)
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Since the faculty is paid 2 of base pay rather than
- 1/3 dur%ng the summer quarter, a 16.7 FTE per teaching
. faculty ratio will produce as much revenue less salarieg
Edurlns the summer quarter as 22.3 ratio would produce in
§other quarters.
g Table II and Graph C show how the plan for summer
3197h would look with a varying number of participating
ﬂfaoulty. Here necessary revenue has been determined by usge
Sof Formula 1, page 35, and necessary oredit hour generation
wby use of Formula 2, page 35. Salary figures are based on
§0mega's budgeted 1973-74 salaries.

With 34 participants, Omega would need to generate
,approxlmately 3000 oredit hours in addition to its summer

1973 performance to pay for the annual assignment plan.

Additional oredit hours would be derived from sources listed -

I

in the section entitled "Revenue Generation: Ways and Means®

found in this ohapter. The figure of 3000 additional oredit |

hours is determined by subtracting the number of credit
hours (4,322) found in the Lth quarter (which happened to
have been the summer of 1973) from the projected number or
~oredit hours (7,470) needed in the 4th quarter by an Omega
faculty of 34, (See Graph E) This represents an average
of approximately 90 credit hours per participating faculty
menber in addition to teaching loads carried during the

!

summer 1973 session, or approximately 18 additional students.
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On the following pages are Graphs C, D, and E. Graph C
represents figures srown in Table II. Graph C holds
additional information over Table IT by adding 1973's
summer performance.

To view the figures in Table IXI from anothey perspectiv
'Graph D shows on a percentage basis the proposed annual
5assisnment plan's increase in revenue minus galaries, as
opposed to revenue minus salaries generated during sunmer
.1973. Graph D reflects the fact that, given more partici-
pants from the Omega faculty, the amount of revenue minus
' salaries increases.

Graph E shows the increase in credit hours needed
as the number of participants in the plan increases, The
increase 1n credit hours must be distributed over the
acadenic quarters when the student demand is greater than
full-time teaching manpower., (In this case thoge quarters

are Fall, Winter and Spring.)

;
i
{i

5

Y, —
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In Table IXI we see the number of credit hours needed
per participant, plug the ratios of FTE stvilents per FTE
teachiné faculty and PTE students per prcfessional gtaff
(administration), Here note that as the nwnter of faculty
and staff participants Increases, the average number of

- eredlt hours needed per faculty and staff participant

decreases.
TABIE IIIX
Omega faculty 25 28 30 3u® 38 u1
participants
Teaching faculty
equivalent (minus 21 24 26 30 34 37
administration)
Number of oredit
hours needed per
teaching faculty 265 258 254 250 245 242
FTE students per
teaching faculty 17.6 17.2 16.8 16.7 16.3 16.1

FTE studencs per
professional staff 14,8 14.8 14,7 14.7 14.6 14.6

¥ Number of Omega faculty desiring annuai assignment
on firgt survey., Since this number is subject to change, weo
have shown cost figures for both less and more participants
as well.

o e e em % —

o h e et o e o A—— v -
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CONCLUSION i

To conclude this section, the goals set by the commltteg
- for 1its annual assignment plan can be met. Not only can all f
; administrative, professional, and teaching salaries de ;
;covered. but also the present levels of revenue minus %
ésalaries can be maintained. Since the plan can admit
%varying numbers of participants, it does not lock all
%faculty into participating every year, and, with slight
ﬁadjustments in average number of credit hours generated for
jthe fourth quarter, future increases in salary costs can

‘be covered. Further, the objectives of the plan can be

accomplished within Omega alone, i.e., without depending

upon students enrolled in other clusters! courses for

necessary oredit houvr generation. Thus the institution's %

present system of scheduling and allocating courses during ﬁ

|
each quarter is not subverted, l

Further Benefits: Short and Long Run

Finally, to further establish the superiority of the

annual assignment plan, some short and long run benefits to
the institution follow,
Short Run Benefits

Higher productivity is possible. Existing faculty can f

educate more student FTE when the students are there since

flexible assignments are possible. This improves upon a

- T I
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~major falling of the presgent four-quarter and or 12 aonth

"were identical all four quarters instead of varying with

'
i

!
}

I

i

3
' which can satisfy faculty need to demonstrate compe tence i

l

!

i

A

‘
1

| student enrollments,

?suggesced within Omega, many faculty desired only a three-
jquarter contract (8) while others want partial summer
tassignments (4). This program allows assignment flexibility
fwhlch the four-quarter or three-quarter assignment did not,

fthua ending the "have/have not syndrome."

52 . [ PR ‘ w2 ST Ea < ot if . S e

contract since the teaching agsignment or other assignments

Desired flexibility 1s attained. As our survey

| Faculty can be assigned to other tasks besides teaching

1n various areas and may save on "high priced" consultants, |
|

Finally, working conditions are greatly enhanced, §

_aspecially for those with insecurity of annual inconme,

Long Run Benefits |

H

lower adminigstrative costs may be attained. Flexible |
scheduling allows higher annual FTE students to be educated ﬁ

‘with the same number of faculty which should lessen potentlali

- office, part-time recrulting, as well as scheduling.,

‘admlnistratlve expenses in personnel recrulting, personnel

Fewer addlitional faoulty are required for higher PFTE

“enrollments. A cluster, to educate 1000 FTE during the fall H

!
quarter program, must hire for fell instead of other quartersi

With Tlexible sshednling, the same faculty could educate '
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potentially 1250 FTE in the fall and taper loads during the
rest of the year as enrollment normally deoreases.
Less future additional faculty office equipment ard
féspace are requlred. With the same faculty handling higher
{FTE and needing fewer additional faculty, less new offics

'space and equipment are needed.

f

!
j; An improved recrulting position and retention of

! faculty are attained. The College of DuPage becomes more
|

3attract1ve to national faculty candidates who would be

glooking to teach as a full-year commitment.

. Lastly, the committee believes the goals set forth

i
"t

.prior to our financlal plan for an annual assignment were

;accomplished.

A




CHAPTER IV

INTERNAL GOVERNANCE AND OPERATIONS

This work is a blending of an educational philosophy
and an operational model in terms of an educational policy ?
system and a proposal for co0llege governance. This chapter
© must go beyond a sufficient rationale for a Jear-round
; operation and an annual assignment system., It must point ’
; toward a clearer direction: toward an internal governance |
! model, Such a model should be based in the sound historical
theoretical and economic underpinnings found in the earlier M
chapters. Yet, operational theory should be followed at
; this point as well as suggested functional steps for Omega !
College to pursue on a practical basis. g

In the earlier sections of this investigation it was !
expealent to join together the two programd: year-round ¥
operation and annual assignment system. Loglically, Omega's
annual asslgnment program, as proposed, could not be fully
operational without the other factor, year~round operatlion.
For the sake of clarity it was judged earlier in the work
that only minimal distinction was needed to be made. 5

At this point, however, it might be well to dissect
the two functions so that an in-depth analyzis can be made
regarding the annual assignment phase and how it might be

operationallzed, always keeping in mind that the two phases

54
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are meant to be complementary ideas to the total Omega
College proposal,

With the exception of the University of California at
Berkeley case the literature as investigated does not reQOrd&
results of faculty on an annual assignment system or some L

. other form of teaching faculty involvement on a yearly |
. eontractual basis, Nor does the literature contain ex-
. planations of the delivery of such a system with resultant |

problems or benefites for the faculty and students. 1
IMPLEMENTING THE ANNUAL ASSIGNMENT PROGRAM

- Key Elements of the Managerial Plan:
Bierarchy of Purpose

Many operational detalls of the annual assignment n

phase of this proposal cannot be foreseen. What can be
foreseen and accounted for in the planning, according to ]
Kenneth Nelson, Ph.D., of Michigan State and Nova Univer-
sities. are some of the "key elements" of a managerial plan:
its mission, goals, system-wide objectives, organizational
aspect with specific performance standards. In egsence,
Nelson's operational theory begins with abstract conceptu-~
alizatlion and proceeds to specific delivery detall.

The sections that follow will examine the larger
college in terms of its over-all purpose. The chapter will
proceed wilth an intergration of the YRO/AAS and the

hierarchy of purpose of the College of DuPage. After that
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point a specific investigation into Omewa College's

governance regarding YRO/AAS will occur.
Mission. Statement of the College of DuPage i

The mlssion of the College of DuPage, Omega College,
is "providing the finest educational experiences posslble".1 %
. A multiplicity of programs, over 100 in number, are offered ﬁ
; 50 that the students have a wide varlety of options to E
- choose from when selecting their "educational goals, Personsﬁ
j;who choose to take advantage of the educational facilities ﬁ
- at the College can expect to find the emphasis on the needs q
of the individual and a deep concern for each student."z é

The mission of the institution is set so as to individually i
{

help the student be "better prepared"3 to contribute to those '

!
dynamics referred to in the academic literature as "gocial

change",

Goals Definition

and Organizational Aspects ]

What follows in this "hierarchy of purpose'for the

College of DuPage after an awareness of the institution's
"misslon" are its "goals"., As found in its catalog the
school 1s to serve students with the offering of a wide
variety of options and choices toward achleving one's

personal "educatlonal goalg",

1Collegg_ of DuPage Catalog 1973~7L4, "President's
Message", p, 3,

ZIbid.

3Ibio.
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It 1s the intent of this YRO/AAS proposal that Omega
College faculty have the time to plan into each one's full-
year teaching calendar deslgn objectives so that the goal
statement will not be lost slght of within Omega College.
This avallable time is eritical in order to adequately
- serve the client population, the students.
The college catalog notes that the vehicle for
achieving such a performance is the organizational struce

i ture, The "College of DuPage is organized along cluster

college lines including five colleges and an experimental

. 1 :
j college".  Thus the "system-wide" objectives follow:

Each.of the colleges has a maximum enrollment of
approximately 1200 students to make it possible
for students and faculty to work more closely

\ together toward reaching educational goals,
Hopefully, through the cluster college systenm,
individualized personal attention for students,
greater soclial and academic interaction, greater
involvement and closer faculty-student contact
will take place.?

The next key element in the managerial plan is the
"organizational aspect”. For Omege College thils would mean
the acceptance of a YRO/AAS system placing faculty on full-
year contracts by the other cluster organizations.

It is apparent that the organizational aspect of the

cluster college has had the inteut of creating a small unit

1

Ivid., p. 9.
2

Ibia,
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with high contact between student and teacher. It will

once more be the purpose of a college plan, the YRO/AAS,

to support the stated objective of the cluster "orsanization‘-

structure" as quoted in the College of DuPage Catalog.
%%E%mdw
Control Aspects

As this theoretical model 1s brought down to the next
lower level, graphically speaking, fxom the systemn-wide
organizatlional aspeet to the particular Omega College unit
- this would now mean to identify "specific objectives”

' never losing sight of the mission purpose of the College of
DuPage. The next step in this model is that the Omega
College faculty must convert the plan from an abstract
model to a conorete staff activity.

It might be well to note that according to the Nelson
model the proposed YRO/AAS model appears to compliment the
college's "hlerarchy of purpose”. Further use of the model
willl follow the control aspect and specific performance
standards.

The next part of thils proposal will not be expressed
in terms known as the control aspect of the proposed annual
assignment portion of the program. Statements of specific
needs and specific performance stundards will be attempted
next irn this study.

First there 1s a need to meet specific teaching hour

commitments while in service to the student-client and a

ok
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need to generate a determined credit hour revenue to match
the costs of those hours. A suggested speclific performance
standard 1s to collectively draw plans as an Omega staff
80 as to reach the goal of generating the appropriate
number of coredit hours., s
Another need would be to increase contractual time to i
. the college (which includes the new fourth quarter) beyond
regular classroom hours. The specific performance could be g[
- to set all cluster college objectives for the year which 3
would include expressed individual targets utilizing such i
statistical tools as actual manhour estimates on and off
campus. Part of that particular target might include time
commitments to: a) preparing a year-long class schedule;
b) mandatory student advisment schedule by quarters;
c) Omega College committee production such as the ereation

of a set of activities for the establishment of an acadenic

t

community with a student life; d) assess all-college (College
of DuPagc) committee manhours from Omega staff so that
realistic goals can be established based on the hour con-
tribution spent to such a program,

An additlonal need might arise when there are periods
during the total four quarters when teaching loads will not
be at maximum capacity. An explicit objective could be to
ldentify such time blocks and to design new classroom-
instructional research materlal. Then an evaluation

would be followed by new materlals to improve and freshen
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ingtruction. Nothling can be worse for the learner or the

instructor than material that sounds "canned", No matter

how excellent the data that speclial 'gpark" that makes A
teaching an art from may become lost when material is over |
famliliar. Detaills such as the preceeding are only a "thumb'%
sketch" so that the reader ecan gain some understanding for ;i
_ the type of ideas that are being related in this part of |
. the project. "
. Operational Conclusiors .

' The most crucial part of this annual assignment systenm
- 18 that Omega College faculty-staff membership overtly !
 shapes and identifies the responsibilities that must be met

to design a long-range (yearly) program in specific ternms.

~ Thus, we have estaeblished individual ownership and a

- commonly held group purpose. It is also important that the

goals are reached by consensus and that the faculty srend

the time necessary to reach that consensus so that the Omega

College faculty of *he College of DuPage will truly be

committed in meeting its mission statement to citizens of
District 501,

Implementation of such a program can be achleved by
each faculty member freely and collectively meeting with
the administration of Omega College, the Educational Develop-
ment Team (EDT) to work out preliminary objectives. These
objectives should be published and at a later date the

entire Omega community in workshop would create a final set
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of objectives on an individual and on an all-Onega organi-
zatlonal level,

During this workshop period a reassessment would be
made for the total year's directlion. This plceture would
become a feedback device and ad Justments could be made so
. that a balanced set of Omega cluster responsibilities ﬁ
: to the College of DuPage are surely met. Filnally, 1nd1vidualg
':targets would be put in writing and faculty would move towardf

- that lmplementation. A mid-year read justment might also be

|
l
+ conducted so that realistic goals could be identified and {
. completed. ;

Needlésstosay. goal setting as just described can only ]
i

successfully be done when there is a working relationship

of mutual respect and trust between faculty members. When ;
such goal setting is done openly, all faculty note a posltlveq
work climate of a shared mission developing, When such
programg go behind closed doors, mistrust is built and it
eventually will sutvert the intant of achleving the higher
productivity and creative climate found in participatory
governance. Thls 1s obviously an evaluative tool and how it
is used must be carefully overseen by the entire Omega
College faculty in open session so that its purpogse will be
continually focused on the Omega job to bte done and the work
load that must be shared and divided. The YRO/AAS proposal
intent 1s in meeting with the stated College of Dukage

mission and purpose, Therefore, goal setting 1s the only
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intent of the designing of standards to be reached.

Thls is meant to be a demonstration model, Omega
College i1s made up of diverse and unique human beings and
some willl excel 1n advising students or working in student
life while others will excel in individualized instruction
as opposed to classroom instruction. It is during the all
- Omega planning perilod that teacher interests toward work
' load responsibility will be distributed based on competency
- and desire to work in such areas.

Omega faculty may at the end of the first goal and
objective setting perloed (year one) find itself wanting to
explore another interest work area. An individual may then
identify the shift in focus wanted for the next assignment
pericd,

As was written in the beginning of this section the
specirflc detalls cannot be established at this point. What
was presented in this section 1s a typology or model toward
the accomplishrment of the proposed annual assignment as

part of the year-round operation for Omeza Colleze in 1974,
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allow:

expect:

Examples of ap

adividual
annual
assigument
s~hedule

-2 .

«for individual professional growth; ‘
@ greater use and distribution of Professional abilitjies.

a continun of necessary planning, development angd evaluation of learning
Programs, college identity, and educational direction;

& scheduling systen that properly utilizes instructional services relative
to flucuations in student enroliments; ' '

is undertaken) ;
«an Involvement in comxittee work (unless a replaceable assignment is
undertaken),
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All blocks may be adjusted (enlarged, decreased, shifted, or replaced with

‘another activity) depending upon college and individual needs. Activities

such as workshops, seminars and community service projects could be
assignments that night replace advising, student life activities, and
committee work should those activities be deemed valuable and necessary
to perforu.

This proposal to investipate the feasibility of .constructine and implementing
2n annual assignment system within Owega College would:

«Comnence in October of 1973 and be completed by February 1, 1974;
+be reviewed by the entire faculty of Orcega College during the month
February; necaessary changes would be incorporated into the report

and the completed study would be presented to Omega on March 10, 1974
for approval or disapproval. )
«1f approved, the proposal would then be submitted to the President

of the College of DuPage for his approval in light of educational and
budget considerations, _
-1f approved, the program would be instituted in September of ‘1974 for
the entire acadenmic year (Sept. 1974-Aug. 1975). .
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A select committee of nine rembers would be asked to undertake this study.

five faculty members (including one counselor) from Ozmega College
-one mexber from the Fducational Development Team

«two students from Omega student body
-the Dean of Instruction '

Funds for this special Project are requested for:

§ 50.00 w~-~-—-paterials and suppl “es :
2,100,000 =—~emee- conferences away from campus when necessary (re-
commend 3 weekends: Oct. Dec. Jan.)

102.00 ————naw—student secretaxy (5 hours per week for 12 weeks)
36,00 ~-——-wwgosts for coffee per each session

A et

$2,288.00

8~16~73
CoC/er
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Assignment Guideline

a proposal

It is recommended that a performance standard
be established in each instructional area, ¥
This standard would indicate the maximum num-
ber of students that can be scheduled into a
glven subject offering. The standard which is
set would permit the goals and objectives of
- the particular offering being successfully
: achieved. Exceeding the determined standard
would adversely affect the success of the

offering.
EXAMPLES:
psychology 110 45 studeats
. math 101 30 .studeats
history 101 . 50 students

Once a total performance standard for all
instructional offerings has been established,

no increases in the p.s. would be allowed dur—
ing a given yeaxr. An efficiency rate would then
be determined, ‘

EXAVPLE:
‘ Fall Temn 907 -
Winter Term 80 or 85%

. _ ) . Spring Term 75 orx 80%

An individual instructor would be assigned a

« certain number of courses over a year of three
quarters according to the curriculum design of

. a college. His teiching responsibility would be
set by the performance standard,

EXAMPLE:
a history
instructor's assignment

Full Winter Spring
101 50 students 102 50 studeats 103 50 students
101 50 studenats 102 50 students 103 50 students
102 50 students 103 50 students 102 50 students

150 students 150 students 150 students

150 students pexr quarter X 3 quarters = 450 students a.p.s.

Qo 450 students represents his annual ggrformance.gﬁandard

66
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' The efficiency rate would be applied:

150 students less 10% ¥all 15 students loss factor
150 students less 157 Winter 22 students loss factorx
© 130 students less 20% Spring 30 students loss factor

450 students 67 allowable loss

Thus, if a teacher offered or made available instructional
service for 450 students over a three-quarter period, he

would have met his performance standard.. The assignment
configuration would be an individual college decision.

If the teacher also met his efficiency rate (actually

taught 383 students or more but less than 451), then the
teacher's teaching assignment would be comsidered satisfactory.

Otherwvise, the instructor would be expected to serve a
40 hour week. His duties would include those elements viewed
essential to the learning climate. The elements include

. dnstruction, advising, office hours, preparation of matexrial,
comnittee involvement and/oxr other duties as determined by
the dean of his respective college. -

% To determine the performance standard, a select group
night b formed.

*
a. an outside and independent group

b, Council with Chairman of Instructional Council
¢, the Instructional Council
d. a mixture of the above

CdC/snm -
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w0 Dr. Rodney BRerg August 16, 1973
FROM: Omega College )

A proposal to undertake a special project in the area of Staff Development.

PROP0OSAL: To study the feasibility of establishing an annual assignment system within
Omega College for 1974-75.

All faculty assignments would be annually constructed over four quarters.

Each assigoment would always reflect:

&. the policies, mission, philosophy and plan of the College of DuPage.
b. the guidelines established by the College Council. :
¢. the philosophy and goals of Cmega College.

d. the needs of the students.

€. the individual faculty member's goals or objectives,

The coafiguration of an assignment would normally include:

a8, instructional service (based upun performance standard and student
enrollment) . . -

b, advising and conference time

€. student life activities

d. all collere committce work

e. individual college committee work

£. planning and evaluation timo

8. profession/personal growth

The annual assignment would distribute the faculty member's professional
effort accordingly: -

a. dnstructional service would equal —~~——mmmeee 50X of total annual assignment
b. advising and conference would equal ~-eos—m- 10% cf total anpual assignment
¢. student life activities would equal =—==~—— 10Z of total annual assignment
d. all college ccamittee work would equal =-=-~ 3% of total annual assignment
e. individual coliege committee work would equal 57 of total anruzl assignment
£f. planning ard evaluation would equil —wmeneas 167 of total annual assignment
g. professional growth would equal ~—eemmeween- 67 of total anntal assignnent
1007

The totality of annual assignments would:

provide: .a comprehensive picture cf professional effort;
-a constancy of profescioral effort:
.an Integrated educational program;
~»a stability in scheduling; :
-an instrument for indivicdual ani college assessmerts.

require: .the offering and an annual educaticnal program and schedule;

.setting of irdividual goals aund objective: oinciding with college

goals and ohjectives;

.an Identification and listing of individual capabilities, limitation,

ard styles;

ERJ(? .extensive profiles of student needs and wants (via Institutional Researxch);
— .3 careful and cn-going expression apd proiection of college id rity

N




